50001 Ready Navigator
E 50001 Ready Detailed Task Guidance

Section: Leadership

Task 4: Our top management demonstrates leadership and commitment to
continual improvement of energy performance and the effectiveness of the
energy management system.

Getting It Done

1. Optionally, identify business drivers and benefits applicable to your organization.

2. Optionally, prepare and deliver a briefing to top management on the identified business drivers and
benefits, management roles and responsibilities, and how these responsibilities will be met.

3. Secure commitment from top management to continual improvement of energy performance and
the development and use of a 50001 Ready system.

4. Brief top management on their energy management system (EnMS) leadership responsibilities.

5. Plan for how top management will meet their responsibilities.

Task Overview

A critical key to the success of an energy management system (EnMS) is involvement and commitment
by top management. This does not mean top management needs to be at energy team meetings and
approve all decisions but they need to provide honest, constant, and visible commitment to the concept
and implementation of the EnMS. In addition to providing the leadership needed to improve energy
performance and the EnMS, top management must demonstrate that they perform the specific
responsibilities assigned to them within the continual improvement framework of the EnMS. Not only
does top management approve and authorize an EnMS, they are also responsible and accountable for
ensuring its ongoing suitability, adequacy, and effectiveness.

This guidance is relevant to Section 5.1 of the ISO 50001:2018 standard.

Associated Resources Short Description
no resources for this questions

Full Description
Identify EnMS benefits and business drivers

Many organizations pursue energy optimization and energy conservation, because they are valued as the
“right thing to do”; However, impacts to the bottom line and prospects for long-term viability are most
often the determinants of proposed organizational initiatives, including those for energy management.
The benefits of improved energy management and energy performance should be identified and
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communicated to top management in terms they understand. Consequently, making the business case is
an important part of establishing an energy management system (EnMS).

As ISO 50001 gains traction in the global marketplace, implementation case studies and other analyses
are reporting the benefits of this systematic approach to energy management. These benefits include:

e Improved operational efficiencies

Decreased energy intensity

Energy data for informed evidence-based decision making

Support for organizational and cultural change

Drivers for organizational integration

Reduced environmental impacts

Competitive advantages over firms that neglect resource management
* Visible demonstration of social responsibility

Learn about the benefits that other organizations have experienced with their EnMS. Search the web for
general examples and case studies, as well as those related specifically to your own industry.

Consider the potential benefits of an EnMS within the context of your organization’s priorities and needs.
To build the business case you must connect the benefits of the EnMS with the business drivers of your
organization because management will want to know how the EnMS and improved energy performance
affect those drivers.

Energy team members (see Task 6 Energy Team and Resources) should identify the business drivers
relevant to your organization. Then work to ensure management understands the benefits by presenting
information in terms that are important to them. If the energy team members have not been designated,
then identify someone willing to champion the initiative and accept this responsibility.

Learn More: Social business drivers

Social pressures can be as daunting as financial and legal issues for an organization. An EnMS can
help address social issues as well as provide evidence of an organization’s efforts to do so. Many
public concerns are related to environmental issues, but there are others that are important. Some
of these may include:

¢ Alternative energy (e.g., solar, wind, thermal, hydro, nuclear, biomass)
Natural resource depletion

Environmental stewardship

Energy conservation

Energy waste

Ethics, values, principles

Triple bottom line

Pressures can be exerted by government entities, local communities, trade associations,
environmental groups, and employees, just to name a few. An organization should identify the
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relevant issues and use their management system processes to minimize negative impacts and
communicate the positive efforts being made to address them.

Learn More: External business drivers

External drivers are typically outside the organization’s control. There are many external groups or
stakeholders that could have an interest in the organization’s energy activities and help drive its
direction. Their interest could be reflected through financial, legal, or social drivers. The external
groups that have or can have an impact on the organization can be identified, and appropriate
procedures and communication channels can be implemented to address the needs and interests of
these groups relative to energy use and optimization. An EnMS can help companies address these
needs and interests.

Some of the influencing groups could be the following:

Stockholders: Obviously, stockholders are interested in the profitability of the organization and in
measures that reduce costs. They are also interested in the business operating legally and
addressing relevant social issues, and they expect to be provided a measure of assurance of the
business’ long-term viability.

Lenders: Lenders want their money back with interest. An EnMS is a tool for the organization to
address continual improvement, thereby improving profits and efficiencies and enhancing long-term
existence.

Customers: Customers want the best return for their dollar. Reducing costs and improving
efficiencies allow products and services to be offered at the lowest price with less waste, thus
providing the best value to the customer and improving the organization’s competitiveness. The
continual improvement component of an EnMS can help an organization improve efficiencies and
reduce costs.

Suppliers: An efficient supply chain is important to competitiveness. An important component of
supplier selection and maintenance is a commitment to continual improvement, including energy
optimization. An EnMS can help with supplier selection. The presence of an EnMS would be one
indication of a supplier's commitment to energy performance improvement.

Public: The public in general, as well as many public groups, can be drivers for an organization’s
operation. Public utilities can impose requirements that must be addressed. An EnMS can help an
organization address these issues and provide evidence of its efforts. Examples of public interested
parties are:

e Neighbors
e Community
e Utilities

e Schools
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e Environmental Groups
e Trade Associations
* Development organizations

Government: An EnMS can help an organization address existing regulations and plan for future
government regulations. It provides the system to help the organization identify and address
relevant government codes and laws. Some examples of governmental interested parties are
national, regional, and local government agencies, especially those related to energy or the
environment.

Learn More: Internal business drivers

There are also internal business drivers that affect an organization’s strategy and drive its business
needs. Internal drivers are generally controlled by the organization and reflect the need of an
internal stakeholder, but can be a response to an external driver. These drivers are identified to
address internal needs and interests relative to energy use and efficiency.

Relevant internal drivers can include the following:

Employee satisfaction: Employees want to do a good job and operate in a good working
environment. Improving energy optimization makes the process more efficient and can result in an
improved operating environment by reducing heat, exhaust, and waste levels.

Productivity: As operations are improved and less energy is required, employees become more
productive. Productivity is output over input; as output increases or input decreases, productivity is
improved. An improved working environment promotes higher employee morale, increased output
relative to input, and improved operational control. Examples of energy efficiency changes that can
result in improved productivity include the following:

Efficient energy procurement practices

Improved capacity utilization

Process and equipment efficiency improvement

Fuel burning and utility equipment efficiency improvement
Combined heat and power

e Waste heat recovery

Automated control systems

Monitoring equipment improvement

Reduced backup with better reliability

Improved employee environment

Technology: Advanced technologies are typically more energy efficient and may improve a process
or operation. In addition to improving performance, advanced technologies can also result in
improved operational flexibility and better control.
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Maintenance: Regular maintenance is critical to maintaining equipment operating efficiency, which
results in peak performance. It also promotes improved reliability, better schedule adherence, better
utilization, and extended equipment life.

Organization development goals: Strategic goals by the organization to be the best, the first, the
most efficient, the biggest producer, etc. drive the organization to include energy efficiency as a
component of their management system. Financial, legal, and social drivers all play into
organizational goals, and the role of improving energy performance plays in addressing those
drivers should be addressed.

Identify the relevant internal drivers and determine how they interface with the organization’s
energy management and energy performance. Use this information to support the business case for
EnMS implementation.

Learn More: Key internal influencers

As part of preparing the business case, consider identifying “key internal influencers”; within your
organization. Internal influencers are individuals who do or could have interest or influence on
decisions related to energy. To gain support for the development and operation of the EnMS, it can
be helpful to identify these individuals from among management and employees. Identify how
energy is important to them and what would encourage their support and participation. Each may
have a different motivation; for example:

a Building Manager or Production Manager’s primary focus may be energy availability.

a Purchasing Manager’s primary focus may be energy cost.

a Maintenance Manager’s primary focus may be energy quality and availability.

an Environmental Manager’s primary focus may be environmental impacts, such as pollution,
from energy consumption.

Ensure that the needs of the internal influencers related to energy use (i.e., application of energy)
and energy consumption (i.e., quantity of energy applied) are understood and addressed within the
business case. The Playbook worksheet illustrates how this information can be captured. A blank
template is available in the Playbook worksheet for your optional use.

Prepare a briefing for top management

If management has not already committed to EnMS implementation, or if commitment is lacking, they
will need to be convinced of the benefits so they can provide successful support.

Consider the following tips when preparing your briefing for top management:

* The target audience is management. What drivers are important to them? Management is
typically most interested in the return on investment, but there may be other important drivers.
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Focus on these, and make the presentation complete but brief. Management frequently just wants
to hear the major facts. Have additional data available if more detail is requested, but if
presentation timelines are provided, stick to them.

* Focus on what you are trying to convey. Present the background required to support the
benefits of an EnMS, and don’t mix in unrelated issues or ideas. Focus on the continual
improvement-based nature of the management system and the direct impacts on the
organization’s well-being and improvement.

e Present the benefits in management’s terms. Using the drivers already identified, present the
benefits in terms of those drivers. Make sure management understands the benefits with respect to
their key items of interest.

¢ Understand the desired objective. What is the expected result of this presentation? Provide
information to encourage that result or offer suggestions.

An elevator speech (a short summary) can be used to get a point across quickly and simply. It should
take no longer than two minutes to present. Use the Playbook worksheet to focus on the essential
information, and then expand it to the time available. Regardless of the amount of time available, be
sure to cover the important points at the beginning. To ensure that management hears what you want to
share, an old adage is appropriate: “Tell them what you are going to tell them, then tell them, and then
tell them what you told them.”

Deliver briefing to top management

Develop a briefing for top management using the organization’s standard presentation tools or in another
format that best displays the information.

Stay within the time frame provided, and stick with the planned presentation. Be prepared to answer
qguestions and provide more detail if requested.

Management may ask the following types of questions:

e What do we currently spend each year on energy?

e What are the estimated cost savings that potentially we could realize in one to two years?
e What will be the time commitment by the energy management team?

e What are the biggest challenges to implementing an ISO 50001 EnMS?

e What will you need from us (top management) to make this program successful?

The intent of the presentation is to briefly provide the information needed for management to make
necessary decisions, and to provide additional details as required. If the topic begins to stray, put the
presentation back on track by bringing the group’s attention back to the presentation materials. The
Playbook worksheet can help you stay on track. Adjust the agenda based on the time available.

Secure management commitment

Obtaining sincere top management support is a critical component of developing an energy management
system that will be sustained. Consider the following questions:
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Is your top management on board?

Have they assigned the responsibilities and authorities to implement an EnMS?

Has top management approved and allocated the resources needed to successfully implement an
EnMS?

Once the EnMS is implemented, are they committed to the actions and resources needed for
operating and maintaining it for the long term?

¢ Are they willing to continually improve energy management and energy performance as part of the
organization’s ongoing business strategy?

Top management commitment needs to be followed by a clear understanding of their responsibilities and
appropriate actions. Top management must demonstrate its leadership and commitment. When top
management is active and visible in the EnMS, employees and others perceive the value and importance
of energy management and energy performance improvement to the organization. For example, simple
actions from top management such as adding energy topics to meeting agendas and sending email
updates on energy performance help to keep the whole organization involved.

Learn More: Create a project plan

A project plan that outlines the actions, schedule, and resources necessary to implement the EnMS
can help garner management support because it clearly defines expectations for the effort. Consider
creating a project planning for EnMS implementation using the approach outlined in the Playbook
worksheet.

Top management must support the effort not just during initial EnMS implementation, but also after the
system is implemented and operational. Management must take a number of actions that will
demonstrate their commitment to continual improvement of energy performance and the EnMS. These
actions are detailed below and in Task 3 Scope and Boundaries, Task 5 Energy Policy, Task 6 Energy
Team and Resources, and Task 15 Awareness and Communication.

Brief top management on their EnMS leadership responsibilities

Once top management is committed to implementing the EnMS, make sure they understand what actions
they must take in order to demonstrate their commitment to continual improvement of both energy
performance and the EnMS. Per the requirements of ISO 50001, top management can delegate
responsibility for many, but not all, actions.

While the 50001 Ready Navigator does not follow the exact requirements of ISO 50001, below is a list of
actions the ISO standards says top management must act on directly:

e Communicate that effective energy management and following the requirements of the EnMS are
important.

e Promote continual improvement of the EnMS and continual energy performance improvement.

 Direct and support contributions by personnel to energy performance improvement and the
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effectiveness of the EnMS.
e Support other management in demonstrating their leadership in their areas of responsibility.

In addition, top management can either perform themselves or delegate (ensure) that:

e the scope and boundaries of the EnMS have been clearly defined.

e the energy policy and objectives and the energy targets align with the organization’s strategic
direction.

requirements of the EnMS are integrated into the organization’s business processes.

action plans have approval and are implemented.

needed EnMS resources are available.

the intended outcomes of the EnMS are achieved.

an energy management team is formed.

Energy performance indicators (EnPIs) appropriately represent energy performance.

there are processes to identify and address changes affecting the EnMS and energy performance.

Briefing top management on their EnMS leadership and commitment responsibilities is typically done by
the leader or members of the energy team. An effective approach can be to schedule the briefing as part
of an existing management meeting. Alternatively, the briefing could be part of an ISO 50001 training
event that includes top management.

Plan for how top management will meet their responsibilities

One outcome of the briefing to top management should be a plan for how top management will meet
their responsibilities during initial EnMS implementation. For example, in most initial EnMS
implementations, the energy team develops proposed EnPls and proposed objectives and energy targets.
These are then reviewed and approved by top management before becoming a formal part of the EnMS.
A project management best practice for the initial implementation is for project milestones to include
submission of final work products (outputs) to top management for specific elements of the EnMS.

After initial implementation, a number of top management’s delegated responsibilities can be
demonstrated through the management review process. (see Task 23 Management Review).

Decarbonization

Successfully managing energy and energy-related GHG emissions requires the involvement and
commitment of top management. In addition to understanding the benefits of improved energy
management and energy performance, top management should understand why managing energy-
related GHG emissions is important and why managing them through the EnMS is beneficial to the
organization.

Even if top management already understands the importance of GHG management and potentially was
the original driver behind your organization’s interest in reducing energy-related GHG emissions, make
sure to communicate the value of integrating the management of energy and energy-related GHG
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emissions using an ISO 50001-based energy management system and why the organization is including
energy-related GHG emissions within its energy management system. Be sure to emphasize the
outcomes of Task 1 An EnMS and Your Organization which highlights the strategic internal or external
issues that can be addressed by including energy-related GHGs within the energy management system,
along with any voluntary or regulatory requirements identified in Task 2 People and Legal Requirements
Affecting the EnMS. If completed, be sure to also emphasize the outcome of Task 7 Risks to EnMS

Success which can help highlight the risks posed by not managing energy-related GHGs.
When meeting with top management, be prepared to answer GHG-related questions such as:

e Does adding energy-related GHG to the EnMS make it more complicated? Does it add risk now and
in the future?

e What are the risks of not managing energy-GHG emissions?

e What are the costs of managing energy-related GHG emissions (e.g. data collection and
monitoring, equipment, reporting)?

e How does managing energy-related GHG help the organization?

e What do we understand or know to be our current sources of energy-related GHG emissions? How
much do those emissions cost (financial, environmental, etc.) the organization now and how much
might they cost in the future?

e What does top management need to do to make the energy-related GHG and energy management
program successful?

Establishing a new EnMS prioritizing decarbonization

If you do not have an existing 50001 Ready-based EnMS and want to build one that also helps your
organization manage energy-related GHG emissions, you should follow the guidance in the “Full
Description” tab keeping the following in mind:

1. Identify EnMS benefits and business drivers. Review the list of strategic internal and external
issues identified in Task 1 An EnMS and Your Organization. Include a list of business drivers and
benefits that make the case for managing energy-related GHG emissions and integrating them into
the EnMS.

2. Prepare and deliver a briefing for top management. Integrate into the planned briefing to
top management remarks on:

a. Why energy-related GHG emissions are going to be managed.
b. Why energy-related GHGs are being added to the energy management system.
c. What, if any, changes will be required in top management’s responsibilities.

3. Secure management commitment. Ensure top management is willing to allocate the resources
needed to implement the EnMS, including resources to reduce energy-related GHG emissions and
to continue supporting the actions needed in the long term.

4. Brief top management on their EnMS leadership responsibilities. Once committed, top
management must understand the actions they must take and ensure top management
understands how energy-related GHG emissions are integrated into their responsibilities.

5. Plan for how top management will meet their responsibilities. Create a work plan for how
top management will be involved in the creation and subsequent use of the EnMS, ensuring that
energy-related GHG emissions are considered. For example, the energy team may choose to
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develop energy and energy-related GHG emission indicators (EnPIs) and present them to top
management for review and approval.

Adapting an existing EnMS to prioritize decarbonization

If you have an existing 50001 Ready-based EnMS and want to adapt it to manage energy-related GHG
emissions, you should:

1. Review EnMS benefits and business drivers. Review the list of strategic internal and external
issues identified in Task 1 An EnMS and Your Organization. Develop a list of business drivers and
benefits that make the case for managing energy-related GHG emissions and integrating them into
the EnMS.

2. Prepare and deliver a briefing for top management to secure their commitment. Prepare
and deliver a briefing to top management that includes:

a. Why energy-related GHG emissions are going to be managed.
b. Why energy-related GHGs are being added to the EnMS.
c. What, if any, changes will be required in top management’s responsibilities.

The intent of the briefing is to secure top management’s commitment to include energy-related
GHG emissions in the EnMS.

3. Plan for how top management will meet their responsibilities. Create a work plan for how
top management will be involved as the energy team updates the EnMS to include energy-related
GHG emissions (e.g., approval of updated documents such as the scope and boundary statement,
energy policy, etc.) and how they will be involved in the subsequent use of the updated EnMS.
Consider whether the energy team will present updated items individually for approval or as a
combined package for top management to review.

Commercial Emissions Reduction Planning Framework

The guidance for this task is from the following sections from the ERP Framework: ERP Framework
Milestone 1.

The focus of this task is on ensuring top management commitment and leadership to the energy
management system and the continual improvement of energy performance. When identifying
stakeholders to engage, consider who will be needed to support the planning effort (e.g., property
managers), who will be needed to approve the Emissions Reduction Plan (e.g., the CFO), and who will be
expected to support plan implementation (e.g., project managers). It is also critical to ensure executive
leadership is engaged and committed to the emissions reduction targets and the decarbonization
pathway documented in the ERP. Leadership can ensure emissions reduction targets are met by clearly
communicating their commitment to all levels of the organization. (Milestone 1)

Industrial Emissions Reduction Planning Framework

Our top management demonstrates leadership and commitment to continual improvement of
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energy performance and the effectiveness of the energy management system.

Understanding and communicating to top management the energy and environmental business drivers
of an energy management system can be vital to obtaining management commitment.

The guidance for Task 4 is found within the following sections of the ERP Industrial Framework:
Milestone 1:

Executive leadership and finance teams can help provide clarity on decision making process and financial
mechanisms and metrics required to assess the business case for decarbonization projects.

Setting ambitious GHG emissions targets may help increase support from senior management and secure
funding for internal GHG reduction opportunities.

Milestone 5:

Secure final buy-in from stakeholders, and release plan - Share the draft ERP with all key stakeholders,
update it to reflect their feedback, and get final approval from the steering committee and executive
leadership. The approved ERP should be communicated by leadership throughout the organization.

Ongoing Implementation:

Organization leadership should regularly communicate implementation progress and status towards the
goals.
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